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8 August 1952

TOs DEPUTY DIRECTOR (ADMINISTRATION)
FROM; Chief, Administrative Staff {Special)

T aeg

SUBJECT: C(eneral Observations on CIA Organization

1, DISCUSSION,

&, The Organiszation of CIA, set forth in memorandwm of 15 July
1352, contemplates & single overseas clandestine service with a single
chein of command and a aingle set of admimistrative procedures,

b, At the same time, the over-all crganization of CIA contem-
plates the continuation of the concept of centralized administration
under a Deputy Director for Admimistration directing and supervising
a series of administrative offices each reprssenting a precise area of
administration such as Personnel, Finance, Services, Procurenent, stc,

¢. These pentral administrative offices are responsible for pro-
viding the supporting administrative services to the operating service,
for developing Agenoy administrative policles and procedures, and for
snsuring complianse with such policies and procedures, Lastly, to these
offices, basic sdministrative authorizations have been delegated,

d, This balanee of authority and responsibility as between Opera-
tions and Adwinistrstion is unquestionably essential and has been af-
firmed and reaffirmed as Agency policy. Both experiance end elementary
facts of mman nature prove that proper objectivity and belance are un-
obtainable in a governmental aetivity whose objectives are so vital and
where the motivations for accomplishment are so intense, unless there is
& reasonably authoritative administrative aommsnd separate fyrom operations.

8. To the extent that the clandeetine sctivities of CIA gan be
sarried out under authorities and procedures prescribed by published
oo Agenoy regulations, and to the extent that fleld inetallations or opera-
tors have the competence and capability to conduct their operations in
accordanoe with CJA regulations, there is no incompatdbility between the
concept of a single operationsl chain of eommend and a separate chain of
adninistrative command,

f. It ie a fact, however, that 1t is impossible to presoribe a

set of Ageney regulations and administrative procedures which are suffi.-
clently all encompassing to accommodate the fufinite variety of opers~
tional ciroumstances encountered in the condust of covert operations, Not
only is it impossible in the complete sense Lut it is undesirable to even
attempt to do so to the maximum degree as this would result in the frus-
tration in the use of operstional ingemiity, would constitute a serious
security hazard, and would impose an impossible procedural burden on field
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g To this probles must be addet the Saat St the patare: of CEA's
operations reqy the dalegation of extemewdisary opssuntiossd sethority:
This si tustice recessitates resegultisn of &5 L0Fixite raage of porsssl

Juiguents ns to urgsnay, seessaily and preprisdy ent thevefur
resuires axtresrdipry hmmuﬁ 4w sininiatrative consaptas

R, Dnder these condi tions, many years of axpﬁem!mnuhm - ‘.
elearly and vpecuivocably that where the standsard Ageney authorities and
regulations are silent on variows polats; are exsonsiwly sssoting in
their prosedural requirecents or are net apprepriate to the partienier
r’ﬂ.ﬂoﬂu circumstances, the operating sffieial follews ews or mcve of

Collovwing cowrses of agtiony _ P : ‘

(1) Igoores or vielates existing sutherities, regwletioss

(2) Avelds or evades dhe vmhumlv alereprescotation
or conoenlrent,

’3) etitions the administretive sossand for relief, speedal
ﬁmﬂm. or for the zecision of offending yegula~

1. The ! andy of ticlation ar avoldanse of regulations snd the
porpetual gomplaints a3 to the inflexitdlity and laok of timelinees of
the adipistimtive response tc overationsl needs is evidence of defie-
fencies in adwindstrative zechinery, Idkevise, the faot that the Lgenay
is frequently foreed to condams (although it mey deplare) viclations of
regulations be of abvlous operatiom) justifiontion and urgenay iniieates
aguin that unrespensivences of Adaluisteatich ia & Yaald deficfency, This

' o o
admintistrative vinnviards,

J»  In swrary, viciation or aveidance of regulations, or umespon-
siverdsy of sdminiatrution to the requivscents of clandestine operations
treeds firfotion and aonflfct. The Mstory of CIA and predecessor orgard-
sationg Wu this faet and ;roves that tha single grevtest paiat of
interna] frietion has bwen and 44 btetusen the ohalh of operatiomal eex and
and the chatin of admintstyative Som:ani, The orerators in a small ares of
their activities oftsn find fgwioy regulations insdequate, too extaustive
in procedural re;uirerenta, or too pestristive. They ascuse the almini.
strative coxr-end of hmw of undarstabdihy and {gnorante,
have alaired that 1¢ 1 an affront to the eorramd eomcept te ave to petie
tion the administrative eomi.and for special authoritios needed to oarry
out an arproved operstiomal deteradmation, In paptisulsp, they ‘Sompiate
trat to get a new resulation, a ecpeaial suthorisation or & mediffestion
in Ageney proceditres from the afministrstive gomand of £IA, involves a
Galay of weeks to months, To the extent that these complaints have been

drind ntpation has Talled W support of Operations.
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k. 1In defense of the administrative command, there is much to be
said. The operating offices have been lax in tralring and recuiring thelr
personnel to comply with Agency regulations, In addition, due to secrecy
standards of the operating offices, the wnevoidable insdequacy of world-wide
comrunications, and the somewhat justifiable fear that the operator may be
misrepresentine or concealing facts, administrative officials whose authori-
ties sre sought not only lack adequate inforuation on which to make a de=-
terminstion but are sometimes justified in being dubious about slleged facts
provided .

1, The only solution to this problem is to ensure that administrative
regulations, procedures, and sense of timeliness are fully responsive to
the needs of covert onerstions, In my opinion, this requires that the
TDA have a supplementary staff and specialized administrative machinery
to focus administrative attention on this areaz., The normal administrative
offices of CIA can and should constitute and provide the basic admini-
atrative staff and machinery refiuired, The supplementary DDA staff and
administrative machinery should only be utilized to focus administrative
attention on problems of sreat administrative complexity or urgency.

m, The fact that the functional duties of each CIi administrative
office are becoming inereasingly well defined, and the fact that coordi-
nated administrstive determinatiors are not properly required merely augments
the need for special staff machinery to expedite, coordinate administrative
determinations, to ensure administrative flexibility and responsiveness, and
to generate new administrative concepts.

2. CCRCILUSIONS,

a, In summary, it is inevitable that the organizational baliance
between Operations and idministration and the nature and circumstances of
CIA clandestine operations produce friction. The writer believes that
the most difficult and important function of the DDA is to keep such
friction to the minimm consistent with the maintenance of reasonable
administrative standards.

b. To accomplish this, the DDA must have both machinery and a
ataff which will aecomplish the following:

{1) Fnsure early participation of Administration in the
planning of the support and administrative aspects of
complex projects.

() Alert the DDA to ceficlencies in administrative policies,
competence or eapabilities,

(3) Develop and implement new policies, procedures and facili-
ties as, and not after, operational developments require
and werrant them,
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(4) Exert contimuing administrative pressures to ensure that
all administrative offices vigorously fulfill their re-
sponsibilities in the area of clandestine operations on
a timely basis.

3., RECOMYENDATIONS,

a, It is recomrended that a thorough study be made ss to the
need and form of supplementary administrative machinery and staff, and
that formal provision therefor be made in the Agency organization and
regulations., Proper delineation of the purposes of such machinery and
the duties of such a staff are deemed sssential to its effective per-
foma.me.

b. No specific recommendations are made as to the above but the
writer believes that the existent CCC and Administrative Staff (Special)
are currently fulfilling part of the existent requirements, To the extent
that the CCC and parts of the Administrative Staff (Special) mey be re-
tajned, it is recammended that they be revised pursuznt to the first re-
commendation,

25X1A
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